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Introduction

I visited LTC on 9th July 2019 and asked several questions to help me review your current people-management processes and mechanisms. Numerous things were considered, including compliance with employment laws and the effectiveness and efficiency of your current HR practices. 

It should be noted at the outset that there is no ‘one-fits-all’ way of doing things. Every business has a unique set of circumstances and requires HR processes that fit its own culture and mindset. It is essential that any recommended change to your current policy and process is relevant and appropriate to your own environment and culture. The health-check was taken with your own unique business in mind and makes the comments and recommendations with a view only to enhance your current processes.

1 - General business structure and internal communications

It was noted that the business has a fairly typical Town Council Management structure in that it is run by a team of Councillors supported by a Town Clerk and Deputy Clerk, and a small administration team. The organisation also has four seasonal Tour Guides, a Wedding Co- Ordinator and a Groundsman that manages the Cemetery. The Town Clerk and Deputy Clerk are the two key Senior Managers in the Organisation and the tour Guide Manager is a Team Leader type role.   

Throughout this report I will refer to your Town Clerk and Deputy Clerk as Senior Managers and the Tour Guide Manager as Team Leader. 

Lines of report in the business are fairly simple in that the Town Clerk oversees all activity; the Deputy Clerk reports into the Town Clerk and the Deputy Clerk manages the Administration Team and Groundsman. Staff generally know their lines of reporting.

Senior Management communications within the business is very good even though often fairly informal due to the close proximity of working and often in reality centres around day to day operation running and any problems that may arise throughout the day.

The Senior Management Team are very committed to ensuring regular Team Meetings take place going forward across the business as these have been on a more ad-hoc basis in the past.

The Councillors meet weekly with a full council meeting each month and a new Resources Committee has been set up which HR/Staffing issues will feed into going forward and this may help to relieve improve communications/working practices and assist in bringing all parties together for a common goal.

It is not the intention in this report to focus on the structure or working arrangements of the Mayor and Council as this area is being addressed separately.   

The only areas for potential development noted were as follows;

· General communications – Whilst communication amongst the Town Clerk/Deputy Clerk and the Administration Team is very good with good working relations throughout there is a bit of apathy amongst the some staff members with a perceived feeling of “us and them” at times with scheduled meetings  not always consistently attended with no real explanation as to why. Improving the level of commitment to attendance and priority placed on these meetings could help and it was discussed trying a few quick wins to improve communication. It was noted that the recent Poetry week and Community Day had generated some enthusiasm amongst all of the staff with everyone contributing in a positive manner thus starting to build on working relations and communication across all areas.  

· Management meeting agenda – it was noted that many of the staff meetings did not have a formal Agenda at this time to focus discussion although the Senior Team are aware of this and plan to make meetings more structured going forward. This will enable a more formal review of action plans on an on-going basis. 

Culture and ethos

Examination of your current culture and ethos highlighted the fact that currently there is no Corporate Plan/Strategy and no written vision and values which makes it difficult for staff to see where they fit in and what they need to strive towards and the expectations and behaviours required of them. This is however being addressed and should help to bring all Teams together and allow for improved solid working relationships going forward.

Areas for development include;

· Development of a Corporate Plan - There are plans in place to develop a Corporate Plan starting in July with all staff having the opportunity to contribute, From this It is hoped the Organisation will consider its vision and  values, and by adding open and honest communications as a key value I think this may start to improve over time.  Staff need to really believe that they can speak freely and contribute to the success of the organisation and It may be worth considering an incentive for ideas and solutions raised at meetings, to encourage that creative and positive contribution even a simple quick win to note any positive ideas that are introduced to be included and celebrated in the Newsletter. It would also be worth speaking to individual employees at supervision/appraisal to find out how they feel communication could be improved in general. 

· Alignment of management ethos with new values – Once they are written, Managers need to be on-board with these values, and act in accordance with them. Job descriptions, training, and appraisal documentation can be used to support this, keeping the message clear and consistent.

· Recruitment to values – Going forward advertising, and selection methods could be developed slightly to increase focus on alignment with these values – considering the Japanese model of ‘recruit for attitude, train for skill’. Not perfect in all roles, but a very useful benchmark.

2 – Structure and strategy for HR

The HR function in the business currently consists of the Town Clerk and Deputy Clerk with both current post holders 100% committed to making improvements. The introduction of a Resources Committee on the Council will help to formalise the HR Function and develop working relationships across the whole Town Council and its Support Staff.  

The HR strategy for the business is not yet fully developed but work will commence on this July 24th 2019 at the Corporate Plan Day.

It is recommended that in order to focus more tactically on areas for development in an ongoing and sustainable manner would be to draft a simple HR strategy, which can be reviewed and updated regularly to ensure continued alignment with business needs. 

We did not have opportunity to discuss prior to our meting the 2 or 3 key HR areas for development required but agreed at the outset of our meeting that it would be good to strip things back to a basic level and focus on these first and to summarise these would be as follows:
 
· Corporate Plan Development in which Vision and Values are an integral part and which HR will feed into.
· Communication
· Basic HR functions such as Recruitment/ Induction/Probation/Supervision and Appraisal

These are very common areas of HR that businesses can find problematic and will be examined below in the course of the body of the report.





3 - Workforce planning, recruitment and selection

Generally, the staff group once recruited tend to stay put in post and the only real difficulty of late has been recruiting to the Groundsman role. Recommendations would be to build on the good work already starting to take place as follows:

· Meetings - Regular meetings are used to review career development plans and opportunities, organisation change and needs etc. This can be a separate meeting, or part of the regular management meeting agenda.
· Review the quality of advertisements – is the advert making the most of the unique selling points of the role? Is it clear, short, simple, snappy and attractive to the right candidates? (ask your key staff what keeps them in the role?) Commonly they are long, ambling, detailed, and the key selling points of the role do not jump out at the start.
· Consider the placement of adverts – are they reaching the right audience – we discussed using local papers and job centres.
· Robust Job Descriptions and Person Specifications – review the job descriptions and develop person specs as these do not exist currently. Focus on the softer skills required.
· Interview type – use a structured interview process for consistency, numerately scored outcomes
· Interview content – make use of work-related questions to test knowledge and skill and consider whether testing would be appropriate for the role.
· Involve the Managers/Team Leader in the process – they are the ones who know about the work, the challenges, and can likely spot someone with the ideal skills and character for the work
· Consider a workplace tour – so candidates can really see what the work is like, ask questions
· Check references – 2 ideally
· Train your recruiters – there are 2 Atlas modules in the area of recruitment and selection
· Issue documents straight away – ensure contracts and handbooks are issued as soon as possible. At least by 8 weeks (from day one April 2020). Particularly when on probation, the employee needs to know they are on probation, and that it could be extended. Issuing the documents gives you more control as employer.

4 - Induction and probation

Induction process 

The Induction process has improved in the Organisation. The Managers are using the Citation Induction Form, and this can be worked more closely on over time to tailor to the role for clarity of specific targets and expectations once the Corporate Plan is developed. Ensure the new starter knows what the key elements of “success” look like. 

There were no specific areas for development other than to ensure key values feature throughout the Induction process.  

Probationary process

There is a recently introduced structured Probationary process in the Organisation and to build on the good work already taking place it is recommended that:

· Interim review – diary to make sure reviews are made at intervals, or at least hold a review at the half-way mark – not just at the end of probation, particularly if improvements need to be made
· Take minutes - take good notes or minutes of all meetings, ideally signed by all parties. It is the only evidence that the meeting happened.
· Extend probation in writing – if there is no evidence of the extension, the employee can argue that it never happened
· Use personal development plans – be clear and specific about any improvements needed, targets, and expectations. Detail what support and training will be provided to ensure success. 
· Train Managers/Team Leader – ensure they are confident in holding a positive, inspiring probationary review, and understand it is their job to train, coach, support, and inspire the success of their probationer
· Provide feedback – ensure successful probationers are congratulated, provided with feedback and praise, to ensure they feel valued and part of the family early on. A bad probationary review, or lack of confidence due to poor or lack of feedback can have a significant impact on confidence, thus performance, and can result in leavers. 

5 - Pay, benefits, and working time

Although we had a brief discussion on this area it was felt at this moment in time that it was not a priority. Salaries will be set in future with the NJC pay scales and the Organisation provides holiday entitlement in excess of the statutory minimum, a solid pension scheme and Company Sick Pay along with flexible working opportunities. 

[bookmark: _Hlk8377938]6 - Retention of talent

Again although we had a brief discussion on this area it was not deemed to be a high priority as staff turnover is very low and the discussions were more centred around identifying talent in the Organisation and trying to offer opportunities where possible to build on knowledge and skills and to staff motivated. There has been some really positive inspiring work recently as outlined above with the Community Day, the Window dressings and flower making which has tapped into staff’s ideas and creativity.

7 - Performance management and development (Supervision and Appraisal)

The ideas for effective performance management in the Organisation are already in place and it is a case of building on these ideas and ensuring a bit more formality to ensure meetings take place regularly and are documented with appropriate performance plans. This should fall into place once the Organisational objectives are set and then cascaded out as staff will begin to see how their own objectives fit into the bigger picture.

Recommendations would be:

· 1 – 1s – These do take place and in future will provide opportunity to discuss attitudes and behaviours as outlined in the values as well as SMART objectives that flow from the Corporate Plan.  Any targets should be set collaboratively through discussion.
· Use a personal development plan – But don’t feel you have to list many items – it is better to focus on just 2 or 3 as a maximum. You should be able to ask your member of staff ‘on the hop’ what is on their plan, they should know instantly. If they can’t answer you – you know there are too many. Citation have a good performance review form on ATLAS you may wish to consider. 
· Manager/Team Leader training – It is essential that managers receive training in how to perform effective appraisals (there is a module available on Atlas). Training should be regularly repeated, ideally once every two years. It is essential that the line manager takes time to prepare for the review, using the previous review form and development plan as a starting point. Shadowing a more experienced manager when conducting a performance review or appraisal is an excellent way to learn new skills and style, and gain confidence dealing with these meetings.
· Manager performance review – It is something that can also be covered in the review or appraisal for the manager, to ensure they are on top of all reviews for their team, are confident in conducting an effective review, flag and training or support needs with the manager themselves, and to gather any issues or feedback that may have arisen in staff reviews.

8 - Training and succession-planning

[bookmark: _Hlk9436078]This was a further area where it was felt it was not a high priority at this stage and our discussions centred around making use of the appropriate Training modules on ATLAS with the Town Clerk and Deputy Clerk agreeing to sit these modules in order to refresh their knowledge and  cascade what they felt  appropriate. Training for the Team Leader will also help to increase her knowledge/skills and will help to support her to manage her team positively. 

9 - Employee relations 

Employee engagement

Employee engagement within the organisation has not been formally tested through any structured surveys at this stage but there is  a conscious effort to look at Team building and Social activities and a positive response has been received with all staff wanting to attend the Christmas function. As there is still work to do on setting the foundations recommendations for the future would be:

· Conduct an engagement survey - to measure attitudes and establish key areas for development and then follow up with regular reviews - Citation could assist with this if necessary.
· Manager training – consider providing managers with some training in engaging leadership behaviours. The job description, training, and performance review documents for leaders could be reviewed to add greater focus on fostering the key behaviours and responsibilities required for effective leadership. Numerous studies have shown the Managers/Team Leader to have the most significant impact on employee engagement, well-being, good mental-health, and retention, due to their continual proximity to and influence upon their team and it is therefore vital that they live and breathe the values. 

Employee involvement

Again the Town Clerk/Deputy Clerk have a lot of positive ideas for employee involvement recently showcased by the Community Day, the Poetry Festival window dressing etc. and continuing to build on this will help to bring together the teams. Encouraging open communication, ideas and suggestions is key to success. There is also an active desire to increase social activity to improve employee engagement.

Grievance management

The level of grievances for the organisation wasn’t clearly established in the meeting and our discussion centred around formalising and issuing a robust grievance process which suited Local Government culture. 

Disciplinary management

As outlined above a robust disciplinary process suitable for Local Government needs to formalised and issued. 

[bookmark: _GoBack]10 - Absence and well-being

In general, there is not a problem with sickness absence in the Organisation although the recording is not as consistent as it could be. The introduction of ATLAS will improve this area. Return to work interviews are carried out using the Citation form and the Organisation is looking to source an Occupational Health provider and Counselling service. It was reiterated the help of the advice line is always there should there be any concerns in this area, and it is best to seek advice at the earliest opportunity.  

11 - Leaver process

Due to a very low staff turnover it was agreed not to discuss this area in any detail currently.

Summary

Overall, it was found that there was a genuine desire to put in place strong robust policies and procedures and to support, train, encourage and develop staff. Many of the processes were in place and just needed formalising and ensuring regularity and consistency.   

The most notable theme that repeated itself throughout the health-check was that of a lack of a Corporate Plan/Vision and Values and a HR Plan that fed into these.

While it is not in the scope of this exercise to prioritise areas of development for the Organisation, but rather make several suggestions for you to prioritise within the framework of your own business, the key areas recommended for development would include most notably:

Key developments recommended for early action

· Development of the Corporate Strategy, Vision/Values and Key behaviours and HR Plan.
· Training for Managers - recognising that cost is a consideration with a limited budget available but to make good use of the Training modules available on ATLAS in the first instance for the Key Managers.
· Performance reviews for Managers/Team Leader – following the launch of the Corporate Plan so there is a clear understanding of the common goals, expectations and behaviours.
· Development of the agendas for management meetings – to ensure all key HR areas are covered and these feed into the newly appointed Resources Committee - including communications/employee relations and staff issues, Recruitment, new starters, Induction process and probationary issues, performance issues, Training and Development (attendance, grievance and leaver trends as and when appropriate in future)


Planning for change

When considering any changes to your HR policy, process, or procedure, cultural fit is essential. Take the time to consider the relevance and appropriacy of any changes proposed. Discuss and consider the potential impact of change carefully in advance. In many cases, it can be a good idea to discuss potential changes with your staff also, to ensure they are involved in the process, and are able to contribute ideas and suggestions that may help support success. Make a thorough plan for implementation and roll-out of any changes. Remember to schedule for review and follow up to ensure that any changes have been effective. 

The Employment Law helpline are always happy to assist should you have any day-to-day enquiries and are there to support you with all your people-management issues on 0345 8444848.

If you have any questions on the content of this report give me a call or drop me an email and we can arrange a suitable time to talk.

